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1. Information technology (IT) is crucial to the Navy's success. The Naval Postgraduate School
must contribute to that success. One of my high priority goals for the School is to provide a
model for the Navy in the use of information technology to improve the efficiency and
effectiveness of the entire organization. We have a long way to go to reach that goal,
requiring us to manage some significant changes in the way we carry out our teaching,
research, and administrative activities.
2. We must achieve standardization in line with the Navy's IT-21 standards. This will provide a
number of very significant benefits, such as simplified exchange of information within the
campus and with other Navy sites, more efficient support services, and economies of scale in
acquiring hardware and software. Standardization around IT-21 will insure that the
experience our students gain at NPS will equip them to be productive contributors in their
future assignments afloat and ashore.
3. The adherence to standards has a number of important implications. For example, any file
intended for electronic exchange must be in Microsoft Office Pro 97, the agreed Navy
standard. My office will not accept documents not adhering to this standard. Any purchases
of hardware or software must meet School standards, or be explicitly exempted from this
requirement for justified reasons. Code 05 will publish and maintain our School-wide IT
standards, and develop procedures for keeping the standards up to date with Navy standards
and the special needs of the School.
4. The future role of UNIX on campus requires careful consideration. UNIX is not part of the
IT-21 standard, and therefore I want administrative functions migrated away from UNIX
systems as quickly as feasible and economically sensible. However, I also realize that certain
high-end, mission-essential, academic application software is currently available only under
UNIX, and that certain other instructional and research activities currently require
computational power only possible from UNIX systems. We currently have a heavy
investment in UNIX hardware and software, which fiscal prudence dictates that we continue
to use throughout the remaining useful product life. Nevertheless, the growing power and
versatility of Intel-based CPUs and the increasing numbers of Windows NT applications
available in the commercial marketplace continue to shift much of the UNIX-based scientific
and engineering computing to Wintel platforms. Therefore, future procurements of Unix
systems will require rigorous justification, based on clearly-defined functional requirements
and an analysis that shows that an alternative Windows product cannot cost-effectively match
or exceed the UNIX product. Remember, your students will not see or be able to work with
UNIX in the fleet.
5. "The network is the computer" is more than a sales slogan; it expresses today's reality for
the School and the Navy. No organization can achieve world-class quality without providing
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reliable, high-performance network connections, along with the related services of e-mail and
file transfer.
6. Our communications network must be managed on a School-wide basis. Management of the
network will be handled as follows:
a. I will hold 05 responsible for providing a first class utility that serves the full range of
communication services for users.
b. Code 05 has responsibility for the network down to the wall plates in each office and
laboratory.
c. Code 05 is responsible for the engineering and operations of the campus network. This
includes the determination of network topology, assignment of IP addresses and subnet
masks, management of IP domain naming, and management of the introduction of new
technology and services into the network. No OM&N or reimbursable funding shall be
used to acquire network electronics or facilities for attachment to the network without
Code 05 approval.
d. As part of the current network upgrade, Code 05 will engineer and implement a revised
TCP/IP architecture for the network. This will be optimized for connectivity and
management of current and future IP-based devices within the School's IP address
block. The design of the revised architecture will take into consideration such factors as
security, traffic patterns, current address assignments, resource control, and migration
procedures.
e. Code 05 will complete the migration in an orderly fashion that minimizes adverse
impacts on existing facilities and services. This will be done through planning,
consultation with departmental system administrators, and careful scheduling and
execution of the upgrade plan. I understand that there will be pain, but we will work
through it.
7. I expect to use e-mail as an essential means of moving toward "paperless" communications
among students, faculty, and staff. Increasingly the School will rely on e-mail as a primary
official link among all members of the NPS community. That means that everyone at NPS
must have an official, unique e-mail address. Failure to read one's e-mail with a
reasonable frequency will not be an excuse for missing an important message regarding
meetings or task assignments.
8. Dependence on e-mail as a primary form of communication requires near-perfect delivery of
e-mail traffic. This, in turn, requires the assignment of clear-cut authority and responsibility
for the e-mail system. I look to the 05 organization to fill this role. Among 05's
responsibilities will be the assignment of e-mail addresses, management of a central database
of these addresses, design of the e-mail system, and operation of all mail servers at NPS.
9. Windows NT will be the network operating system at the School, replacing UNIX, VINES,
NetWare, and other systems presently being supported here. Again, remember that the NT
network will be what your students work with in the fleet. In order to accelerate this trend and
facilitate a movement to near-seamless communications between UNIX and NT platforms, I
will shortly be reorganizing how computer systems are supported at NPS. The general outline
of the new organization is as follows:
a. For all OM&N funded positions, where duties are primarily IT related, Code 05 will
review all new Position Descriptions, hiring actions, and grade level changes prior to
final approval or HRO action.
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b. Code 05 will have NPS responsibility for:
1. Publishing standards and ensuring campus-wide standardization of all UNIX and
NT configurations.
2. Support of unclassified UNIX and NT operating systems and hardware
platforms, including hardware installation and maintenance and operating system
installation, customization, and maintenance.
3. Establishment of a single user database and user ID naming authority to control
access to all unclassified systems campus-wide.
4. Establishment of a single NT domain that shall be used by every unclassified
Windows 95 and Windows NT server and client at NPS. This domain shall be
used campus-wide, with the exception of specialized instructional and research
labs where local control of NT domain is required for such purposes as research
or instructions concerning NT security or management of NT infrastructures.
These exceptions will be approved by Code 05.
5. Administration of common campus-wide office automation and administrative
applications (including e-mail).
6. Operation of a service request and tracking system (Help Desk) where all
requests for hardware maintenance or software support will be logged, managed,
and tracked.
c. Departments will be responsible for installation, support, and maintenance of
departmental instructional and research applications. Specific departments will also be
tasked with support of technical applications, such as large CAD packages, used by
multiple departments, where specialized expertise exists within a given department.
d. Any staffing changes brought about by this reorganization will be accomplished
primarily by reassignment of existing personnel. Any new positions created will be
filled via the normal civilian personnel selection processes.
10. I want NPS to provide a model in the use of information technology in the management of its
administrative processes. Efficient and effective full range administrative systems are a
necessary component in meeting our teaching and research missions. A high priority needs to
be placed on student-oriented processes such as check-in, course advising and registration,
housing assignment and maintenance, security, and the support of the Alumni Association. In
our business areas, we need to deploy productive systems for such applications as budgeting
and accounting, financial planning, purchasing, and base support functions. I expect every
manager to be alert to potential ways in which information technology can improve the
efficiency and timeliness of the service we supply to our "customers".
11. Our approach to deploying administrative applications needs to follow a common set of
precepts. In laying down these precepts, I can do no better than take the advice of Admiral
Archie Clemins, CINCPACFLT:
a. If the boss doesn't use it, don't buy it!
b. Tactical and non-tactical applications must be integrated.
c. We must stay common with industry.
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d. All applications must be driven to a single PC.
e. We must use COTS wherever feasible.
f. No stovepipes!
12. In deploying administrative applications, we need to emulate the best practices in the public
and private sectors within the IT-21 framework. To meet this goal, our applications must
have "friendly" and productive human interfaces, incorporate single-source data entry,
eliminate duplicate storage of data, and provide flexible reporting capabilities.
13. This will evolve over a number of years, because no one has been successful developing a
comprehensive system in a single "grand design." Nevertheless, we need to establish an
architecture within which the evolutionary development can proceed. Included will be
deployment of a School-wide database management system and the adoption of a standard set
of application development tools. The 05 organization will have the responsibility for
developing and maintaining architectural standards.
14. Successful deployment of an administrative application requires close coordination between
the functional manager responsible for the administrative area and the technical personnel
responsible for developing and supporting the application. I expect each manager to take
primary responsibility for the functional requirements of an application. Code 05 will have
primary responsibility for the technical deployment of such an application. This cooperative
arrangement should insure that management needs are met, while at the same time avoiding
non-integrated, non-standard "stovepipe" applications. I want the technical staff responsible
for deploying and supporting administrative applications to be managed within the 05
organization (generally with a "dotted line" relationship between a technical staff member
and his or her primary functional client).
15. We need to examine the role of the mainframe within our overall IT architecture. The
cooperative arrangement that we have with DMDC has been a fruitful one for both parties,
but we must continuously adapt the arrangement in light of changed needs and technological
options. Currently we are locked in to the mainframe because of a relatively few
administrative applications. I want to migrate all administrative applications to our new
standard architecture under the IT-21 umbrella. This will provide greater integration with
other campus applications, as well as giving us greater flexibility in meeting the changing
requirements for mainframe capacity.
16. We currently do not have a formal IT Life Cycle Management (LCM) process. Code 05,
working with the Provost and the Director of Resource Management (02), will develop
effective LCM procedures. The procedures should have the following characteristics:
a. Careful departmental planning that relates defined functional requirements to hardware
and software resources. Any planned acquisitions must adhere to standards and include
the cost of the support "tail" as well as the initial cost of acquisition.
b. Review and possible modification of individual departmental requirements to reflect
economies that can be achieved through the shared use of IT resources.
c. Presentation of results of lower-level planning in a form that permits me and my
advisors to make well-informed decisions regarding campus-wide IT resource
allocations.
d. Substantive decisions made through approval of plans, with required resources being
allocated as a consequence of the approval.
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e. Decentralized execution of approved plans within limits imposed by plans.
f. Purchasing procedures that insure that all acquisitions are made in accordance with the
approved plans.
g. Sufficient flexibility to meet changing and unanticipated needs, while still requiring
disciplined, careful planning.
h. Avoidance of bureaucratic procedures that do not add sufficient value to justify their
costs and inconvenience.
17. In setting IT directions for the School, my overriding goal is to lead the Department of
Defense in taking technical to tactical.
 
 
ROBERT C. CHAPLIN
